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MEMOHMDUM FOR: Deputy Director for Intelligence 

Deputy Director for Science and Technology 
Inspector General 
General Counsel 


SUBJECT : Request for Comments on Revised Fitness Report System 


1. The attached proposal by the Deputy Director for Plans recommends 
changes in our Fitness Report System. 

a. Instead of the present five point scale (Outstanding, Superior, 
Proficient, Adequate, Weak) there would be a three point scale (Out-* 
standing, Satisfactory and Unsatisfactory). The rationale here is that 
only three of the five categories are now used to any degree and the 
present scale makes it difficult to determine what constitutes an un- 
satisfactory rating. 

b. The reviewing official would have stronger role in the revised 
system and would be responsible for ranking individuals and for adjudicating 
adversely critical reports. 

c. There would be a mandatory performance consultation each year 
as a separate action to the fitness report. 

2. Your comments on these proposals would be greatly appreciated and 
would aid in the current review of this perennial problem. May I have them 
by July 25? 
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Proposal for a Revised Fitness Reporting System 


1. Background: 


a. During the last twenty years the Agency, the Federal Government, 
and private industry have experimented with a great number of Fitness 
Report Forms and Systems. Much effort has been expended in analyzing 
the results achieved by existing systems, and attempting to correct weak- 
nesses through the development of "improved" systems and procedures. 

Few tangible improvements have been realized, but there is a general 
and almost universal conclusion that Fitness Reporting must be continued 
for personnel management purposes, even though a truly satisfactory 
system has not emerged. 

b. Within the Agency, Fitness Reports have been used to rate 
employee performance, personal traits, and potential by the use of: 

(a) Adjective or numerical ratings, and (b) narrative evaluatory statements. 
General agreement exists that evaluatory statements have been more 
significant and have served better than adjective or numerical ratings in 
providing a picture of the individual and his manner of performance. 

2 . Evaluation of Current Fitness Reporting System : 

a - - Adjective Ratings: The current system uses five adjective ratings: 
Weak, Adequate, Proficient, Strong, and Outstanding, to appraise the 
pcrfoi mance of specific duties and overall performance. In practice, 
however, only three of the ratings are generally used: Proficient, Strong 
and Outstanding. The trend has been to use more of the higher ratings 
each year. ° 
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c. Performance Consultation: At least once a year, the 

supervisor will have a performance consultation with the 
employee being rated. This consultation may take place 
at the time the Fitness Report is being prepared or at 
some previous time as circumstances warrant. When an 
employee is given an unsatisfactory rating, a report of 
the performance consultation will be made and forwarded 
as an "Eyes Only" memorandum through normal command 
channels to the Secretary of the Career Service Board 
concerned. Such a performance consultation report in no 
way relieves the supervisor from commenting on an 
employee's failings or weaknesses in the regular Fitness 
Report. The certification that a performance consultation 
has been held on a specific date will appear on the Fitness 
Report form and will be signed by the supervisor. 

4. Summary of Advantages of Proposed Fitness Report System: 

a. Each adjective rating will be more meaningful when combined 

with the narrative description or explanation. A descriptive 
rating of each element of performance (duties) as well as 
overall performance will be obtained. This emphasis on 
narrative evaluation will provide more useful information 
for personnel management purposes. 

b. Two of the three ratings, Unsatisfactory and Outstanding, will 

require that special action follows. We will not have to 
struggle with the meaning of the marginal "adequate" rating 
in connection with initiating an adverse action. 

c. The Report of Performance Consultation will be useful to 

supplement the Fitness Report when an unsatisfactory rating 
is involved to provide evaluatory material pertinent to the 
corrective action being recommended. 

d. The tendency to rate all individuals "above average" will 

be minimized. 
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o . 


Inc stronger role of the reviewing officer in achieving 
realistic and meaningful reports and in resolving differences 
he tween the individual and the rater will improve reporting 
and morale. 


^ J ^vised Fi t ness Report Forms : Samples of the proposed revised Fitness 
' c P or, “ * orm are attached. 
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SECRET 

(When Filled In) 


EMPLOYEE SERIAL NUMBER 


FITNESS REPORT 


CTIO N A 

j t. NAME (Last) 

I 


| 6- OFFICIAL POSITION TITLE 


GENERAL 

(First) (Middie) 2. DATE OF BJRTH p^SEX 4. GRADE 5. SO 




7. OFF/DIV/BR OF ASSIGNMENT 8. CURRENT STATION 


| CHECK (X) TYPE OF APPOINTMENT 

tO. CHECK (X) TYPE OF REPORT \ 

l CAREER RESERVE TEMPORARY 


INITIAL 


REASSIGNMENT SUPERVISOR j 

| C AREER-PROVISION AL (See instructions - Socfion C) 


ANNUAL 


RE ASSIGNMENT EMPLOYEE ii 

| special (Specify): 


SPECIAL (Specify): 


1 


I 1 1. DATE REPORT DUE IN O.P. 


12. REPORTING PERIOD (From- to-) 


jacCTlON S PERFOR MANCE EVALUATION | 

! 1 ■ EVALUATION OF PERFORMANCE OF SPECIFIC DUTIES ]’ 

LIST IN ORDER OF IMPORTANCE NOT MORE THAN THE FOUR M0$f S IGN IF I CA NT DUTIES PERFORMED QUR.ING THE RAT I'-iG PER I0D. RATS 
i-nOFICIENCY OF PERFORMANCE OF EACH DUTY BY ASSIGNING THE SYMBOL APPROPR IATE FOR THE ADJECTIVE RATING A, VO DESCRIBING! 
Hi NARRATIVE FORM THE MANNER IN WHICH THE DUTY HAS PERFORMED. I 



; 2. OVERALL PER FORMANCE IN CURRENT POSITION ;j 

j TAKE INTO ACCOUNT EVERYTHING ABOUT THE EMPLOYEE WHICH INFLUENCES HIS EFFECTIVENESS SUCH AS PERFORMANCE OF 5 p“c1f' !C " "‘ 
l CONDUCT ON JOB, COOPERAT IVEVESS , PERTINENT PERSONAL TRAITS CR HABITS AND PARTICULAR LIMITATIONS 
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